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The pace of technological advancements continues to 

accelerate, pushing businesses to adapt quickly or risk 

falling behind. For CIOs, aligning IT investments with 

business goals has evolved from being a beneficial 

practice to a strategic necessity. The interconnectedness 

of artificial intelligence (AI), cloud computing, and other 

digital innovations is crucial for driving sustainable 

growth, creating competitive advantage, and ensuring 

concrete returns on investment (ROI). However, without 

strategic alignment, these investments can result in 

missed opportunities, using resources inefficiently, and a 

weakened competitive position. 

CIOs should lead their companies through this complexity, 

making strategic technology investments that are 

synchronized with their business goals. With a clear 

focus on aligning IT and business objectives, enterprises 

can leverage new technologies to optimize operations, 

innovate, and remain competitive in an ever-evolving 

marketplace.

The role of CIOs is undergoing a profound transformation. 

Traditionally seen as the leaders of IT operations, modern 

CIOs are now strategic collaborators—partners in crafting the 

broader business strategy. This shift to “Chief Collaboration 

Officers” reflects their critical responsibility of working closely 

with other C-suite executives to ensure IT investments 

support and propel the business’s strategic goals. IT leaders 

are now expected to collaborate with functional leads to drive 

business outcomes powered by technology.

This evolution requires a shift from a “tech for tech’s sake” 

approach to one where every technology decision is made 

with clear business objectives in mind. CIOs must present 

IT investment cases that are not just technologically sound 

but are compelling business narratives that illustrate how 

these investments drive transformative value. Without this 

alignment, CIOs may struggle to secure funding for major 

transformation projects, leading to slower innovation, 

reduced market responsiveness, and the inability to meet 

evolving customer needs.

Navigating the rapidly evolving technology landscape

CIOs: Transforming from tech leaders to strategic collaborators
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A key aspect of this transformation is the need to build 
and establish a robust partner ecosystem. Companies 
must have a strategic vision for managing their vendors, 
building an evolving tech landscape that encompasses not 
only technology but also the partners and ecosystems they 
integrate with.

Strategic vision for vendor management: It’s essential to have a clear 
strategy for managing all technology partnerships. This involves making 
decisions about build vs. buy and determining which vendors to partner 
with in order to develop agentic AI solutions. Companies need to think 
holistically about their technology and partner ecosystems to ensure 
comprehensive alignment with business goals.

Evolving tech landscape: By focusing on a holistic approach to 
technology and partnerships, companies can build a dynamic and 
adaptable tech landscape. This strategy involves integrating various 
technology solutions seamlessly with the right partners to drive 
innovation and business success.

As companies think through their tech landscape, a renewed interest 
in the ecosystem and how they play in it is crucial to drive outcomes. 
Businesses should evaluate whether to pull more resources or buy 
solutions, determining who they’re partnering with and the capabilities 
these partnerships enable. Importantly, firms should pay attention to 
what they’re building, enabling, and how it connects to intelligent cloud 
solutions to achieve cohesive integration and optimal outcomes.

To better align IT investments with business goals, CIOs 
should adopt “Return on Objectives” (ROO) measures  
instead of traditional ROI metrics. ROO links specific 
technology investments directly to strategic business 
outcomes, providing a more robust, measurable  
business case.

Linking technology investments to business outcomes: ROO 
provides a more robust, measurable business case by illustrating clear 
goal alignment and expected tangible outcomes. This approach ensures 
that every technology investment supports the overarching business 
strategy and demonstrates its value in driving transformative business 
results.

Building a robust partner ecosystem

Key differentiator: Return on Objectives (ROO)
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To effectively transform into strategic collaborators, CIOs must foster collaboration across the ecosystem—not just 
internally, but also with vendors and partners. This includes:

Working Closely with C-Suite Executives: Ensure that technology investments are aligned with the broader strategic 
goals of the organization.

Facilitating Cross-Departmental Engagement: Promote communication and collaboration between IT and other  
business units to streamline processes and ensure cohesive strategic execution.

Championing Innovative Solutions: Advocate for the adoption of cutting-edge technologies that  
drive business growth and create competitive advantages.

By focusing on building robust partner ecosystems and embracing their evolving roles, modern  
CIOs can ensure that their technology strategies are aligned with business objectives and positioned  
to drive long-term innovation and success.

For CIOs to maximize the benefits from their technology investments, a shift in mindset 
and approach is crucial. As chief collaboration officers, CIOs must facilitate meaningful 
partnerships across the enterprise, ensuring that IT investments are synchronized with 
business strategies.

Collaborative Leadership and Vision: As the catalyst for change, CIOs must foster a culture 
of collaboration and partnership. By advocating for cross-departmental engagement, CIOs can 
ensure that technology investments resonate with business needs.

Implementing Strategic Roadmaps: Strategic roadmaps are essential in aligning IT 
investments with business goals. Develop detailed, phased roadmaps that outline 
how technology investments will support key business initiatives over time.

By implementing these strategies and focusing on collaboration and align- 
ment, CIOs can transform their role and drive substantial business value.

Enhancing strategic collaboration

Transforming the role: Embracing the 
“Chief Collaboration Officer” title
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Alignment of IT with business strategy is more than just a strategic 
initiative—it’s a fundamental shift in how businesses operate. 
This involves making sure that technology initiatives support 
the overarching business goals, optimizing operations, fostering 

innovation, and enhancing competitive advantage. The result is a 
holistic environment where every technological decision is guided 
by and supports the business’s long-term goals.

Understanding IT-business alignment: A strategic necessity

1 2 3

Implement agile business objectives 
at the strategic planning level to 

ensure IT strategies can quickly adapt 
to changing business needs. This 
involves continuous reassessment 
and iteration of business goals in 

sync with technology developments.

Adopting value stream mapping (VSM) 
can help identify the value added by 

each technology investment throughout 
the business process. This lean 

methodology provides clear insights into 
how IT initiatives contribute to the end-
to-end business value, ensuring every 
dollar spent on technology supports 

strategic business goals.

Create integrated dashboards 
that present business and IT 

performance metrics side-by-side. 
This real-time visibility into how 
IT investments impact business 

outcomes can drive more informed 
decision-making and ensure 

continuous alignment.

Three strategic insights to enhance alignment

Incorporating 
agile business 

objectives

Value streammapping 
for technology 

investments

Integrated business 
and IT performance 

dashboards
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The pitfalls of 
misalignment: 
avoiding 
common 
traps
Why IT investments 
fail to align with 
business strategy

Despite best intentions, misalignment between IT investments and business goals is 
common. Several factors can lead to this disconnect:

Tech-driven agendas: Often, IT projects are initiated based on perceived technological needs rather than 
strategic business requirements. This tech-driven agenda can result in the pursuit of unnecessary projects 
that do not directly contribute to business goals.

Lack of shared metrics: Business and IT departments often measure success differently. Without shared 
metrics and common objectives, it becomes difficult to synchronize efforts across these domains. To 
maintain alignment, establish shared KPIs that reflect both business and IT perspectives.

Fragmented systems and data silos: Data silos and fragmented systems are significant barriers to 
alignment. Disconnects between departments and disparate data sources can hinder a unified approach. 
Leveraging data integration platforms can drive better connectivity and data coherence across the 
enterprise.

Consequences of misalignment
Misaligned IT investments can lead to several critical issues:

Inefficiencies and increased operational costs: 
For instance, a retail company failing to implement 
an integrated inventory management system may 
rely on manual stock checks and order processing. 
This can result in frequent stockouts and overstock 
situations, leading to financial losses.

Decreased morale and customer trust: Disjointed 
systems and inefficient processes can cause 
frustration among employees, resulting in reduced 
job satisfaction and morale. Consistent or delayed 
service can erode customer trust.

Fragmented systems and disjointed data: A 
financial services firm using separate systems for 
customer relationship management, accounting, 
and risk management may struggle to get a 
comprehensive view of customer data.

Redundant Cloud, Data, and AI (CDAI): Multiple 
departments investing in similar solutions without 
coordination can lead to redundant systems and 
wasted resources.

Security inadequacies: Disparate systems 
may have different security protocols, creating 
vulnerabilities.

Wasted resources and unpredictable costs: IT 
investments that do not support business goals can 
lead to wasted resources and unpredictable costs.

Missed opportunities: Misaligned IT investments 
can slow down the adoption of new technologies 
and innovations, putting the company at a 
competitive disadvantage.
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Deep strategic understanding to future-proof investments: The 
agility to pivot in response to emerging trends is crucial. CIOs must 
future-proof technology investments by adopting flexible frameworks 
that can evolve with the business landscape. This might involve modular 
IT architectures that support incremental upgrades and reduce the need 
for massive overhauls.

Enhancing the ROI of IT investments: Traditional methods of 
measuring IT ROI may not capture the full impact of technology 
investments. Explore advanced methods such as Real Options Valuation 
(ROV) to evaluate IT projects. ROV provides a framework for assessing 
the value of keeping future investment options open, thus offering a 
more comprehensive view of ROI and strategic flexibility.

By working together, these executives can ensure that technology investments are 
financially sound and strategically aligned. This broad collaboration significantly impacts 
business outcomes, particularly in driving innovation, adaptability, and operational efficiency.

Cultivating a paradigm shift: Strategic alignment and agility

Strategic partnership: The C-suite alliance

A fundamental change in how CIOs approach IT-business alignment involves embracing a holistic strategy that is 
flexible and responsive. With this mindset CIOs can bridge the gap between IT and business objectives. 

of CIOs and CFOs collaborate 
with their counterparts.

The good news is that CIOs, CFOs, and heads of business units are 
increasingly recognizing the importance of working together. A recent 
KPMG survey found that 92% of CIOs and CFOs report having a collaborative 
relationship with their counterparts.1 This collaboration can extend to other 
heads of business as well, creating a cohesive strategy across the entire 
organization. 92%
1 Source: KPMG CIO-CFO Survey – detail to come
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Governed autonomy: It is essential to manage these tools in a 
controlled and governed manner, ensuring alignment with overall 
business strategies. While shadow IT offers agility, it must be 
harnessed responsibly to maintain security and compliance.

Empowering business units: The role of the CIO is evolving. Rather 
than owning every aspect of IT, CIOs must now empower business 
units to take advantage of new technologies. This may involve 
embedding IT personnel within business units and creating a more 
federated IT model.

Staying ahead of trends: With the rapid pace of technology evolution, 
CIOs need to stay ahead of new trends and proactively integrate 
emerging technologies into their ecosystems.

Enabling and controlling new dimensions: It is crucial to enable and 
control new dimensions of technology adoption, ensuring that these 
advancements support and enhance business outcomes.

Managing the evolution of 
shadow IT

Addressing new channels and 
technologies

In the past, shadow IT was often frowned upon due to the 
challenges of management and control. However, the rapid 
advancement of technology and the dissemination of tools 
have blurred these lines. Today, with modern technology 
solutions, businesses can become more self-sufficient and 
drive transformations within their structures by  
leveraging the tools they now have. 

The capabilities of consumer-grade AI-driven technologies 
such as smart glasses, phones, and other connected devices 
are pushing the boundaries of traditional IT. CIOs must 
consider these new delivery channels and how they impact 
the IT ecosystem.

CIOs need to stay ahead of new trends and integrate 
emerging technologies into their ecosystems.
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Driving 
excellence: 
Achieving 
key benefits

When IT supports business objectives, organizations can achieve remarkable outcomes. 
Here are some key benefits of achieving IT-business alignment:

Optimal resource utilization and efficiency: By aligning IT investments with business goals, organizations 
can optimize resource utilization and improve operational efficiency. Implement emerging tech solutions to 
reduce redundancies, streamline workflows, and drive productivity improvements across the enterprise.

Strategic analytics and decision-making: Aligned IT-business strategies enhance decision-making 
capabilities. Real-time data analytics and strategic insights enable leaders to make informed decisions that 
drive growth, innovation, and competitive advantage.

Scalability and adaptability: A well-aligned IT strategy fosters an adaptable infrastructure that can scale 
with business growth. This ensures organizations can respond to market demands quickly and efficiently, 
seizing new opportunities and staying ahead of the competition.

Exploring hypothetical use cases and sector examples

Retail

The following examples demonstrate how aligning IT investments with business goals can yield significant benefits:

ISSUE: Optimizing inventory management to enhance customer satisfaction. 

SOLUTION: Implementing an AI-powered demand forecasting system integrated with cloud infrastructure to achieve 
automated, real-time inventory, reduce stockouts, and increase revenue. 

CONSEQUENCE OF MISALIGNMENT: Misalignment could result in inventory discrepancies, lost sales, and dissatisfied 
customers. Without a unified strategy, the company may struggle to respond to market demands and deliver a 
consistent shopping experience.

EXAMPLE: A mid-sized retail chain faced challenges managing inventory effectively. The company experienced 
stockouts during peak seasons, leading to lost sales, and overstock situations during off-peak periods, resulting in 
financial losses. By implementing an AI-powered demand forecasting system integrated with cloud infrastructure, the 
company improved inventory visibility, reduced stockouts, increased revenue, enhanced customer satisfaction, and 
achieved cost savings through reduced IT costs.

© 2025 KPMG LLP, a Delaware limited liability partnership and a member firm of the KPMG global organization of independent 
member firms affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.

Strategic IT / Business Alignment:Unlocking Transformational Business Value  |   8



Healthcare

Finance

Manufacturing

ISSUE: Enhancing patient care by streamlining operations with integrated systems. 

SOLUTION: Using AI-driven, 360 degree patient visibility and cloud-based data management systems to 
streamline diagnostics and treatments. 

CONSEQUENCE OF MISALIGNMENT: Without alignment, fragmented systems and data silos could lead to 
inefficiencies, increased operational costs, and compromised patient care. Healthcare providers may face 
challenges ensuring accurate and timely patient information.

EXAMPLE: A leading healthcare provider struggled with inefficient workflows and data silos. By implementing 
AI-driven, 360 degree patient visibility and cloud-based data management systems, the company improved 
diagnostic accuracy, reduced hospital readmissions, achieved a reduction in payer and provider costs, and 
enhanced patient satisfaction through faster and more accurate treatment.

ISSUE: Strengthening security and improving decision-making through integrated AI and cloud solutions. 

SOLUTION: Deploying AI for real-time fraud detection and predictive analytics on a unified cloud platform. 

CONSEQUENCE OF MISALIGNMENT: Misalignment can result in fragmented systems, delayed responses, and financial 
losses. Financial institutions may struggle with inconsistent data and increased vulnerability to fraud.

EXAMPLE: A leading financial institution faced challenges with fragmented systems and delayed responses to 
security threats. By deploying AI for real-time fraud detection and predictive analytics on a unified cloud platform, the 
company reduced fraud incidence, improved decision-making with predictive analytics insights, achieved a reduction 
in operational costs, and enhanced customer trust through increased security measures.

ISSUE: Increasing operational efficiency and reducing costs with AI and IoT solutions. 

SOLUTION: Integrating AI, edge computing, and IoT for improved shop floor experience, predictive 
maintenance, and supply chain optimization through a connected cloud infrastructure. 

CONSEQUENCE OF MISALIGNMENT: Misalignment could lead to equipment failures, production delays, 
and increased operational costs. Manufacturers may face challenges maintaining product quality and 
responding to market demands.

EXAMPLE: A manufacturer of high-precision components, struggled with frequent equipment failures 
and production delays. By integrating AI, edge computing, and IoT solutions within a connected cloud 
infrastructure, the company reduced equipment failures, achieved a reduction in inventory costs, improved 
the shopfloor experience and product quality, and enhanced supplier and customer relationships.
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Seizing strategic advantages: The path to exponential outcomes

To ensure that business objectives drive the right tech strategy, 
including tech adoption and the preparation of the environment 
with AI and cloud, CIOs must focus on maximizing strategy, 
consolidating fragmented solutions, and holistically managing 
capability demands. By adopting a holistic, strategic, and 
agile approach, CIOs can drive transformative value, ensuring 
technology investments become integral to business success.

The path to exponential business outcomes
To achieve success, CIOs must implement a strategic, incremental 
approach. This involves making small, targeted investments that 
build a strong technology foundation, driving immediate and long-
term benefits.

Building a resilient foundation

Prioritize critical infrastructure investments: Focus on data 
integration and cloud capabilities.

Create a robust and adaptable technology environment: Lay the 
groundwork for future technology enhancements.
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Introducing KPMG Intelligent Transformation: A strategic solution
For CIOs looking to achieve true IT-business alignment and drive transformational value, the KPMG Intelligent Transformation 
solution offers a powerful pathway forward. Leveraging the capabilities of AI and cloud computing, KPMG Intelligent 
Transformation creates a cohesive, scalable, and adaptive technology environment that directly supports strategic business goals.

Key features of KPMG Intelligent Transformation:

• Cohesive integration of AI and cloud technologies

• Real-time data insights and predictive analytics

• Automated operations within a secure and resilient framework

By adopting KPMG Intelligent Transformation, CIOs can streamline operations, enhance decision-making capabilities, and drive 
sustainable growth. 

Taking action: the critical role of CIOs
The urgency for CIOs to align IT investments with business goals cannot be overstated. Hesitation risks 
missed opportunities, inefficiencies, and a loss of competitive edge. By embracing their evolving role 
as “chief collaboration officers,” CIOs can work closely with all business units to unify goals, ensure 
technology investments align with business objectives, and drive transformational outcomes.

Navigating the Future with Confidence
Embracing IT-business alignment for future readiness

Achieving IT-business alignment is not just a strategic imperative but a transformative journey that can 
lead organizations to greater heights. By embedding IT into the core of business strategy, fostering cross-
departmental collaboration, and embracing flexible, agile practices, CIOs can help ensure technology 
investments drive substantial business value. The transformative power of aligned IT investments can 
unlock sustainable growth, secure lasting competitive advantages, and position organizations for future 
readiness.

© 2025 KPMG LLP, a Delaware limited liability partnership and a member firm of the KPMG global organization of independent 
member firms affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.

Strategic IT / Business Alignment:Unlocking Transformational Business Value  |   11



The information contained herein is of a general nature and is not intended to address the circumstances of any particular individual or entity. Although we endeavor to provide accurate and 
timely information, there can be no guarantee that such information is accurate as of the date it is received or that it will continue to be accurate in the future. No one should act upon such 
information without appropriate professional advice after a thorough examination of the situation.
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